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Foreword 


A competent workforce is essential for the effective 
implementation and operation of government programs. 
Establishing and maintaining this workforce is a basic 
responsibility of management, with staff training being an 
important tool available to managers to carry out this re- 
sponsibility. 


Many factors relating to staff and organizational perfor- 
mance can be attributed directly to effective training pro- 
grams. In effect, training represents one of the most signifi- 
cant investments an organization can make in its human 
resources and, as such, is considered an accepted cost of 
doing business. 


With an estimated annual program value in excess of $250 
million, involving some 6,000 person-years, training pro- 
grams cumulatively equate to the resources required to 
operate some medium-sized government departments. With 
expenditures of this magnitude, it is necessary that training 
programs be managed and utilized in a cost-effective man- 
ner with due regard for results and accountability. 


In the Public Service, managers exercise significant discre- 
tion in making decisions concerning the training of their 
staff and the use of related resources. When making these 
decisions, managers should have an understanding of the 
policy and management framework within which the Public 
Service training function operates. Accordingly, the purpose 
of this Handbook is to provide essential information to 
managers on the Staff Training Policy and the process for 
managing training. 


J.W. Quinn 
Assistant Secretary, 
General Personnel 
Management Div., 
Personnel Policy Branch, 
Treasury Board of Canada. 


5 New Initiatives 


In the past five years, concerns have been expressed by 
departments, central agencies and members of the training 
community about the inadequacies in the operation and 
management of training programs within the Public Service. 
Recent major reports have reiterated these concerns. In 
their recommendations, the Auditor General and 

D’Avignon Committee focused on three main problem 
areas related to training: 


e lack of clear policy direction and structure; 

@ jnadequate management accountability; 

e absence of effective management systems. 

These concerns have provided the impetus for a major 
review and overhaul of the policy, organizational, manage- 
ment and instructional aspects of Public Service training. 
Specific initiatives include: 

@ revision of central training policies to provide clear direc- 


tion to departments on terms and conditions for staff 
training; 


establishment of a senior council to coordinate and 
manage staff training programs within the Public Service; 


implementation of a uniform process for managing 
training; 


restructuring of the Staff Development Branch of the 

Public Service Commission to enable it to respond more 
effectively to Public Service training needs, and to improve 
the quality of courses and programs offered; 


e reorganization of the Training Policy Section, Treasury 
Board Secretariat, to enable improved policy direction and 
coordination related to Public Service training programs; 
and 


development of an automated Training and Development 
Information System (TDIS) to provide managers with 
information to facilitate decision-making related to 
training. 


| 


These initiatives represent a significant commitment by both 
departments and central agencies to develop, operate and 
manage cost-effective and responsive training programs. 
Building on these initiatives, with the participation of man- 
agers, will permit the Public Service training function to 
better support government and departmental programs and 
related objectives. 


1. Policy 


Statement 


7 Staff Training Policy 


The Staff Training Policy (Volume 4 of the new Personnel 
Management Manual) provides the overall direction to 
departments and agencies on conditions for utilizing and 
managing training programs and related resources, and 
provides a basis for training decisions made by managers. 
The Policy states: 


“Training is anecessary investment to ensure that employ- 
ees have the knowledge and skills required to support the 
implementation and operation of Public Service programs 
and to achieve government objectives such as the promo- 


tion of equal opportunity for under-represented groups. 
Staff will normally be recruited with the knowledge and 
skills required to perform the duties of the position for 
which they were selected. 


“The Employer will pay the costs of training it considers 
essential and will pursue its training objectives using the 
most cost-effective means possible. Participation in 
training activity will be authorized based on its need and 
expected results being rationally identified. Training 
activities and programs will be evaluated as to their effec- 
tiveness in meeting identified needs and expected results. 


“Training related to employee personal development or 
career advancement which is not related to the Employer's 
human resource requirements is the responsibility of 
individual employees. The Employer may, however, assist 
employees in the pursuit of personal development goals 
by granting leave without pay or by contributing to the 
costs of courses taken outside working hours.” 


To support implementation of the Staff Training Policy, the 
Treasury Board Secretariat has developed, in consultation 


- with departments and agencies, the Training Administration 


Guide (TAG). This Guide establishes, through directives and 
guidelines, an administrative framework for management of 
the staff training function. 


The main features of the Guide include: 


e establishment of a program cycle to effectively develop, 
implement and evaluate training plans; 


e assignment of responsibilities for the management and 
related administration of training within departments and 
agencies; 


2. Staff 


Trainin 
Counci 


] 


@ definition of administrative requirements with respect to 

training activities and accounting for training resources. 

| 

This framework enables both the users and providers of 
training services to better determine and meet the training 
and related resource needs of organizations and employees 
across the Public Service in an organized and systematic 
manner. 


The Staff Training Policy also establishes the Staff Training 
Council, a senior interdepartmental committee chaired by 
the Secretary of the Treasury Board. The main function of 
the Council is to: 


® recommend training policies and priorities; 
e determine Public Service training needs; 


® manage training programs through a series of specialized 
training boards; 


e establish policies for the certification of trainers and 
instructors; and 


® coordinate the general staff training programs of the 
Public Service. 


Three specialized training boards have been established 
under the Staff Training Council — the Management T rain- 
ing Board, the Professional and Technical Training Board 
and the Special Needs Training Board. 


Membership consists of representatives from both depart- 
ments and central agencies. The role of each board is to 
examine aspects of training within its terms of reference anc 
recommend appropriate courses of action with respect to 
training policies, procedures and programs in the Public 
Service. 


3. Role of 


Managers 


4. Evaluation 


of the Policy 


Fl 


Public Service managers exercise a high degree of 
discretion in making training decisions which often result in 
significant expenditures of human and financial resources. 


The importance of the role and responsibilities of managers 
with respect to training is recognized in both the Staff 
Training Policy and departmental training policy. These 
responsibilities include: 


e identifying training needs in relation to their program, 
operations and requirements of their staff; 


® responding to these needs by utilizing the most cost- 
effective training available; 


@ defining the results they expect to obtain from training and 
assessing the results accomplished by training; and 


® accounting for resources utilized in training. 


The Staff Training Policy will be deemed to be successful 
when measurements indicate that training programs and 
activities maintain a workforce with the necessary skills to 
meet service-wide and departmental objectives, and 
resources are utilized in a cost-effective manner. Measure- 
ments of the specific criteria contained in the Policy will be 
carried out by Treasury Board Secretariat in conjunction 
with departmental training personnel and managers. These 
criteria include the following: 


@ training needs are identified and met through the availabil- 
ity and utilization of effective training programs, 


e the results of training are evaluated and training programs 
validated; 


e acompetent workforce is maintained; 


e training programs effectively support Public Service and 
departmental objectives; and 


@ training programs and resources are managed in acost- 
effective manner. 


10 Public Service 
Managers and Training 


In performing the broad range of their assigned 


1.Program responsibilities, managers: 
Cycie for 
Training e Plan establish objectives, identify activities and 


commit resources to achieve results; 
e implement carry out plans and monitor activities; 


e Evaluate review performance and results against 
plans. 


Depending on the size, complexity and objectives of the 
organization, managers will apply a similar process when 
dealing with staff training activities and programs. Manager 
are responsible for developing a training plan which meets 
the identified needs of their organizations, implementing thi 
plan by authorizing training and related resources, and 
evaluating the results of training. The manner in which this 
shall be achieved will be established by departmental policy 
guidelines, systems and procedures based on delegated 
authority within the department. 


The program cycle for training spans a period of 26 months 
and includes the planning of training, implementation of 
training, reporting of training activities and related costs, 
and evaluation of the results of training. 


The relationship between the program cycle for training ani 
the manager’s role is illustrated in the following chart: 


Planning 
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“Manager's Role Program Cycle 


Activity | 


_ TBS,inconsulta- June30 
____tion with the Staft 
sf raining Council, 
_ tssuestraining — 
__ goals which reflect 
 service-wide 

— objectives and 
Se 


July 
October 
| Daparnena - December 31 
Training: Coe tL 
nator onsolidates 
jans received 
from managers to : 
developa depart- tT 
mentaltraining 
plan which, after 
senior manage-_ 
Hae review fand 
March 


oa 
_ plans for review by 
Staff Training 

_ Council. 


* The manner in which the managers and the Departmental Training 
Coordinator fulfil their respective roles is determined by departmental 


management. 


Manager’s Role Program Cycle Dates 


Activity 


Implementing 


Evaluating 


2. Role and 


Responsibil- 
ities of 
Managers 
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(a) Planning 

Planning for training is done coincident with the Fall 
Update/Main Estimates under the Policy and Expenditure 
Management System. This consolidation and inclusion, 
where appropriate, of training requirements in the overall 
resource planning and allocation system of the Public 
Service will ensure that managers have a clear understand- 
ing of training implications in relation to their overal!| 
operational objectives and related plans. In addition, the 
plans may be used by departmental training organizations to 
plan their internal programs for the upcoming year in terms 
of the type of courses and number of attendees. 


The training plan is designed to integrate program, financial 
and human resource requirements. It forms the basis for 
future training activities, expected results, resource costs, 
evaluation, and accountability for actual results. The 
systematic identification and examination of needs is the 
first step in effective planning for training. In this process, 
managers consider employee needs as well as the needs of 
the organization, including: 

e departmental and Public Service objectives and priorities; 
© traditional training requirements; 

e job and related employee performance; 

@ jntroduction of new programs; 

e changes to legislation, policies, procedures or systems, 

@ employee turnover and succession planning; 

e mandatory training; 


e special group participation; and 


@ professional or technical certification and maintenance. 


Manager 


e identifies 
needs, 
priorities and 
resources 

e establishes 
expected 
results 

e develops plan 
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When needs have been identified, priorities set, and 
expected results established, the managers identify the 
resources required for training as a cost item or activity in | 
the development of the Main Estimates. The resources | 
required are recorded on the departmental or central agency 
planning form for training. This includes: 


® number of person-days in training; 


® the intended source from which training will be obtained 
(that is, within the department, Public Service Commis- 
sion, or outside the department or Public Service); 


@ the purchase of training services such as consultants, 
training packages or courses, etc.; 


Planning for Training 


Departmental Treasury Board Staff Training 
Training Secretariat Council 
Coordinator 


e develops @ develops fe reviews 
departmental service-wide service-wide 
plan training plan training plan 

e obtains 
approval from 
senior 
management 

e forwards plan 
to Treasury 
Board 
Secretariat 
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e the purchase of training goods such as equipment, 
supplies, rentals, etc.; 


@ tuition, travel and accommodation; and 
@ trainee salaries, etc. 


Managers forward their training plans through the depart- 
mental planning system to the Departmental Training 
Coordinator for inclusion in an overall departmental training 
plan. The departmental training plan is then reviewed and 
approved by senior departmental management before for- 
warding to Treasury Board Secretariat for consolidation into 
a service-wide plan for review by the Staff Training Council. 


(b) Implementation 

Managers implement their training plan by selecting, 
scheduling and authorizing employees for participation in 
courses and programs. The manager’s authorization is an 
important element of the implementation process as it 
formally links the planned need to the actual training event 
and establishes the basis for accountability of results and 
resources used. 


Training activities or occurrences are authorized by using 
the departmental or central agency training application and 
authorization forms and are reported through the depart- 
mental administrative network when the following condi- 


tions apply: 
e the training is formal; 
e the duration of training is one day or more; 


~ @ the trainee is an employee or an individual receiving 
training at public expense. 
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Examples of reportable or formal training and non- 


reportable training appear in Appendix 1. 


When implementation of the plan calls for contracts or 
purchase of training goods and services, the related expend 
itures and human resources utilized are recorded and 

reported by the manager at least annually, through the 
administrative network, on forms provided for that purpose. 


implementation of Training Plan 


Activities 


e selection of 
trainees 

e scheduling 
of training 

e authorizing 
participation 
(all courses, 
including those 
provided 
in-house”) 


epurchase of 
training goods 
and services 

eutilization of 
humanresources 
in the provision 
of training 


Recording Forms 


training 
application and 
authorization 
forms (reported 
onan 
occurrence basis 


training 
organization 
expenditure and 
revenue form 
(reported at least 
annually) 


Forwarded Through 


Departmental 
administrative 
network to 
Departmental 
Training 
Coordinator 


(c) Evaluation 

Evaluation is the process of examining an activity or 
program to determine if objectives or expected results are 
being achieved. In evaluating the training provided to their 
Staff, managers address the following: 


@ was the training planned and needed actually provided? 


e did the training provided produce the expected results? 
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@ were the training resources effectively utilized in relation 
to the results or benefits achieved? 


In addressing the above, managers: 


° compare planned training to reports of actual training 
received by employees, identifying variances and their 
Causes; 


@ review organizational and individual performance against 
the expected results, for example: 


— increased productivity; 

— improvement in employee skills and knowledge; 
— maintenance of operational standards; 

— lower error rates; 

— professional and technical standards met; 

— increased participation of target groups; 

— improvements in job performance. 


Knowing the training that was given, the related costs, and 
the impact of training on individuals or operations, 
managers are in a better position of determining whether or 
not value for money was received. Managers provide the 
Departmental Training Coordinator with feedback on the 
results of their evaluations to facilitate the evaluation of the 
overall departmental training effort and to identify areas 
where improvement or further action is required. 


The Evaluation Process 


Actual training 
provided 


Comparison 


Needs to be met 4 
(Planned vs.Actual) | 


through training 


Planned costs Actual costs 


Results achieved 


Expected results 
Value for money 


Information for 
future planning 


18 The Information Process: 


In support of the management of training and the related 
program cycle, managers require basic information 
regarding: 


® what training took place 
® who was trained 

e for what purpose 

@ how much it cost. 


These kinds of information will be provided to managers by 
centralized automated system, the Training and Develop- 
ment Information System (TDIS), or by departmental 
systems. Data from the training application and authoriza- 
tion forms and the training organization expenditure and 
revenue forms will be input to the computer, and output 
reports produced periodically as required. 


The output reports will be used by departmental training 
organizations and managers for the following purposes: 


® to facilitate the management process of planning, imple- 
menting and evaluating; 


® to make decisions with respect to training activities and 
related costs; 


@ to monitor training plans; 


e to relate training to performance improvement. 


Information Process 


e training Training and Quarterly and 
application and Development Annual Reports 
authorization —s, Information _ e who was trained 
forms ei System (TDIS) or _ pil e type of training 

e training departmental _ cost, etc. 
organization : 


expenditure _ - 
and revenue _ - 
forms 


herr) 
19 Conclusion 


Itis important that all aspects of Public Service operations 
be well managed, particularly those related to human 

, resources, to achieve true accountability for results. 
Training is an essential element in the maintenance and 
operation of Public Service programs. The Staff Training 
Policy, supported by the management process outlined in 
this Handbook, will collectively contribute to improved 
administration of the training function within the Public 
Service. Managers are key players in this process as they 
make the decisions regarding the use of training and related 
resources, and, in effect, implement Public Service training 
policy. 


Reportable 


Training 
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Formal On-Job Training 
® structured OJT™ learning activities 


® formal learning on equipment 
dedicated for use in training 
(e.g., flight simulator, computer 
terminal used for training purposes 
only) 


® apprenticeship training 
Formal Training 
® courses — departmental 
— interdepartmental 
— PSC 
— outside Public Service 
® departmental training for new systems 
@ professional development 
® training seminars 
@ training symposia 
@ all formal courses or sessions that 
are carried out or contracted for 
separately by an organizational unit 
or individual line manager on an 


occasional or ad hoc basis 


® evening and correspondence courses 
where reimbursement occurs 


® classroom portions of centrally 


directed programs (e.g., AT, CAP, 
FORD, BPAP, ENA, ENAP) 


(*) On-job training 


Non- 
Reportable 
Training 
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Other Formal Training 


e If the purpose of attendance is to 
maintain or acquire new skills and 
knowledge, the following activities 
must be reported as training: 


— conferences** 
— congresses** 

— conventions** 
— seminars** 

— meetings 

— workshops 

— sessions 

— colloquia 

— consultations 


Very informal 

@ interaction with peers 
® observation 

@ assimilation over time 
Informal 

® unstructured OJT* 


@ unstructured cross- 
training in another 
position 


e double-banking with 
someone else 


e departmental informa- 
tion sessions 


(*) On-job training shall be recorded and reported only when it is formally 
structured and supervised, when specific resources are devoted to or 
consumed by the training, and when the individual within the work 
environment is relieved of his or her regular or normal duties. 


(**) Non-training conferences, congresses, conventions and seminars shall 
be reported in accordance with chapter 355 of the Administrative 


Policy Manual. 


ya 4 


Self 

e study on own time 

® reading 

® professional membership 

® committee membership 

® special projects 

@ task force membership 

Other 

® official language training 

@ assignments in other 
field of work in 


order to acquire new 
experiences 
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